consultancy business. While the traditional concept of providing engineering consultancy services covered purely technical aspects, the attention now is focused on aspects such as customer focus, customer orientation, customer relationship, quality service, multidisciplinary competence and skill, execution methodology, etc. Customers' wide exposure to global product have made them more demanding and discerning. The new paradigm calls for services on par with international standards, closer relationship with the customer, and offering complete range of services on single point responsibility basis.
The Challenges
The success of engineering consultancy business depends solely on the quality of service and customerconsultant relationship. Instead of running after the customer, there is a need to run with the customer. Customer's active participation and attitude is also essential to project success as the quality of service depends upon the customer's disclosure of his exact requirement, cooperation, prompt decisions and actions at every stage.
While the customers have changed, many engineering consultancy organizations are yet to respond to the change in the desired manner, though they have recognized the need to be more customeroriented. Customer orientation is just a rhetoric unless an organization develops an active programme for its implementation. It is an arduous task requiring tremendous effort and commitment. One of the greatest challenges for the top management is to instil among its employees a deep commitment towards the customer.
Customer Orientation
According to Kotler (1999a) an organization's marketing effectiveness is reflected in the degree to which it exhibits the following five major attributes: customer philosophy, integrated marketing organization, adequate marketing information, strategies of order procurement, and operational efficiency. Customer philosophy stresses on the importance of orienting the organization towards the customer. No engineering consultancy organization can survive if it is insensitive to customer needs. In view of the above, an attempt has been made to suggest a framework for creating customer orientation in engineering consultancy industry ( Figure 1 ).
Research Methodology
The research methodology consisted of four major components, namely: research design, sample design, data collection, and data analysis and interpretation. A leading engineering consultancy organization in South East Asia was chosen to study the various aspects. 
Research Design Data Analysis and Interpretation
The study, predominantly exploratory in nature, was based on primary as well as secondary data. Elements and characteristics of an effective customer orientation system were reviewed through a literature survey and these were examined in the case study. To establish the framework, primary data were collected from front-line customer contact employees, namely, engineers of all disciplines and construction and erection engineers working at various project sites. The survey was conducted with the dual objectives of assessing customer relationship bonds prevailing in the organization and identifying barriers to successful implementation of relationship marketing.
Sample Design
For the study, cluster sampling method was resorted to. Target respondents were selected from different grades of engineers. Accordingly, three clusters were designed which were mutually exclusive. Cluster 1 comprised of E7 and E6 grade (top two levels) engineers, Cluster 2 comprised of E5 and E4 grade (two middle levels) engineers, and Cluster 3 comprised of E3, E2, and El grade (bottom three levels) engineers. Considering the strength of the departments, distribution pattern of target respondents, and uniform representation, a sample size of 8 was selected. A total number of around 200 engineers was considered as target respondents out of around 1600. The judgement method was followed for selecting a respondent, assuming that the particular sampling unit will contribute best to the research objectives.
Data Collection
The study involved a field survey of engineers using a close-ended structured questionnaire. The preliminary questionnaire was first pre-tested by undertaking an opinion survey of around ten senior marketing executives of the organization. The questionnaire was refined by incorporating the changes suggested and a tentative questionnaire was arrived at. The tentative questionnaire was further pre-tested by undertaking a pilot survey of around 25 engineers of various disciplines. The pilot survey suggested further modifications. The questionnaire was modified again and thus the final questionnaire was arrived at. The questionnaire was administered through personal interview and the initial visit was followed up with subsequent visits wherever required.
Data analysis involved tabulating the recorded observation in proper sequence for meaningful interpretation and inference drawing. Inferences were drawn on the basis of averages, weights, percentage, ranks, and use of statistical techniques like standard deviation. The overall indexes for the organization were obtained by finding the average of the respective parameters multiplied by the relative weight.
The respondent's opinion was obtained on Likert's five-point (1-5) scale, where scale 1 was lowest and scale 5 was highest. The rating 'very high' denotes score of 4.0 and above, 'satisfactory' denotes score below 4.0 up to 3.0, and 'poor' denotes score below 3.0.
Making it Happen

Assessment of Customer Relationship Bonds Prevailing in the Organization
This aspect aimed at assessing the level of customeroriented business culture prevailing among the engineers so that gaps, if any, could be suitably bridged and the right customer attitude could be created. Various grades and categories of front-line customer contact engineers were surveyed. The detailed steps followed are given below.
Questionnaire Design: The final questionnaire covered 12 elements pertaining to reputation bonding, value bonding, and structural bonding aspects required for partnership enhancement and to become customer savvy (Box 1).
To have quality response, necessary explanations were provided in line with the philosophy best suited to engineering consultancy services.
Data Collection: Out of 200 respondents targeted, 192 filled-in questionnaires were received. The cluster-wise feedback received was as follows: Cluster 1: 81, Cluster 2: 52, Cluster 3: 59. All responses were treated as representative of the population and allotted a distinct cluster-wise respondent number.
Data Analysis:
The responses received were tabulated first and then analysed on cluster-wise and finally on combined basis using weighted average method. The scores on the individual items were summed to produce a total score. The weighted average method was used to arrive at the overall index. The weightage was allotted based on the cluster member's past working experience and position in the organizational hierarchy. For Cluster 1, the weightage allotted was 40 per cent, for Cluster 2, 35 per cent, and for Cluster 3, 25 per cent. The combined findings are given in Table 1 , whereas the cluster-wise findings are given in Table 2 . Standard deviation was calculated for each attribute to check the uniformity of the observation within the cluster. The overall index for customeroriented business process worked out to 3.7 (74%.), whereas the cluster-wise index works out to 3.8 (76%), 3.7 (73%) and 3.6 (73 %) for Cluster 1, Cluster 2, and Cluster 3 respectively. The standard deviation was small for all the clusters which indicated uniformity of the observation.
Data Interpretation: Out of 12 aspects, five aspects were rated 'very high' and seven aspects were rated 'satisfactory' by Cluster 1 respondents. The standard deviation varied from 0.61 to 1.09. Two aspects were rated 'very high' and ten aspects were rated 'satisfactory' by Cluster 2 respondents. The standard deviation varied from 0.77 to 1.21. One aspect was rated 'very high' and eleven aspects were rated 'satisfactory' by Cluster 3 respondents. The standard deviation varied from 0.88 to 1.20. None of the aspects was rated poor by the respondents of any cluster.
Inference: The customer-oriented business index stands at 74 per cent if overall perception is considered. The combined views of the clusters fall within the zone of satisfactory to very good. Since the customer relationship marketing audit was conducted utilizing in-house resources, the scores awarded by many respondents were likely to be biased towards positive side than the scores they might have indicated to a neutral third party marketing research agency or if it was a situation where maintaining 100 per cent anonymity was possible. This aspect needs to be considered while accepting the findings.
Identification of Barriers to Implementation of Customer Relationship
This aspect aimed at identifying the major barriers to implementation so that suitable remedial measures could be taken.
Questionnaire Design'. The final questionnaire covered 12 barriers related to successful implementation of relationship marketing (Box 2).
The Likert scale rating method was used again (1-5) where scale 1 was barrier to a very large extent, scale 2 was barrier to a large extent, scale 3 was barrier to a reasonable extent, scale 4 was barrier to a limited extent, and scale 5 was no barrier. The response category for favourable vis-a-vis unfavourable statements was carefully labelled. The direction of the response scores for an unfavourable statement was scaled low and opposite to a favourable statement.
Data Collection: Data were collected in conjunction with customer-oriented business process as mentioned above.
Data Analysis: As mentioned above, data analysis was carried out using weighted average method. The Note: Scale 1: Lowest Score. Scale 5: Highest Score.
same weightage had been maintained here also. The combined findings are given in Table 3 , whereas the cluster-wise findings are given in Table 4 . Standard deviation was calculated for each attribute to check the uniformity of the observation. The overall index for barriers to successful implementation of customer relationship worked out to 2.9 (58%.), where 5 (100%) stands for 'no barrier.' The cluster-wise index worked
Box 2: Barriers to Implementation
• Key concern is for immediate sales rather than relationship marketing.
• The rewarded would always favour for procuring orders from the customer rather than gains from relationship marketing.
• Gains do not justify the -efforts.
• Coordination between various departments and offices.
• Inability to provide customized service due to less scope to create service differentiation.
• Inability to provide flexibility in service offerings.
• Lack of proper authority.
• Attitudinal barriers of the personnel.
• Organizational size and style of functioning.
• Dubious business values of the customers.
• Customer is less concerned about consultant.
• Relationship marketing is another fad which would pass away like many earlier innovative management concepts. out to 2.8 (57%), 2.9 (58%), and 3.0 (59%) for Cluster 1, Cluster 2, and Cluster 3 respectively. The standard deviation was small for all the clusters, indicating uniformity of observations. Data Interpretation: Cluster 1 respondents rated four aspects as 'satisfactory' and eight aspects as 'poor' and the standard deviation varied from 0.96 to 1.16. Cluster 2 respondents rated eight aspects as 'satisfactory' and four aspects as 'poor' and the standard deviation varied from 0.93 to 1.35. Cluster 3 respondents rated eight aspects as 'satisfactory' and four aspects as 'poor' and the standard deviation varied from 0.98 to 1.26. None of the aspects was rated 'very high' by the respondents of any cluster.
Inference:
The study revealed that relationship marketing barriers did exist and needed to be systematically eliminated. Here also, the scores awarded by respondents were likely to be biased as the survey was conducted utilizing in-house resources.
Conducting Internal Marketing Programmes to Foster Customer Orientation
The above findings reveal interesting insights prevailing in the organization. Though the indexes are technically favourable, the organization can hardly rejoice. Greater stress needs to be laid to encourage Vol. 27, No. 1, January-March 2002 customer orientation. It makes no sense for the marketing department to do advanced marketing and promise excellent service to customers if the rest of the organization is not supportive. No engineering consultancy organization will be successful without the support of its most valuable internal resourceengineers. To instil customer consciousness among them, the organization needs to organize internal marketing programmes so that they would contribute to achieving the objectives of the organization. Gronross (1983 Gronross ( , 1984 who suggested the concept of internal marketing argued that the marketing activities in service organizations can be clubbed Vol. 27, No. 7, January-March 2002 under three major heads, namely, internal marketing, external marketing, and interactive marketing. The essence of internal marketing is that, a service is a performance, and it is usually difficult to separate the performance from the people. Further, due to inseparability factor, every single individual in a service organization is involved in simultaneous service transaction. In a service organization, all employees must understand that "if he is not serving the customer directly, he is serving someone who is." If they do not meet customer's expectations, then neither does the service. To realize its potential in marketing, a service organization must realize its potential in internal marketing. Further, he described interactive marketing as the skills of employees in handling customer contact. Judd (1987) came out with yet another "P" -people. Judd argued that, in a service organization, it is the employees who play an important role in the marketing operation. If these employees are not properly trained to handle customer contact, the marketing effort may prove to be ineffective. For services marketing effectiveness, people with Total Quality Mind are essential.
The Total Quality Mind does not develop on its own. It has to be fostered by the management by undertaking internal marketing programmes. Xavier (1999) suggests that internal marketing treats the employees as internal customers and keeps their morale and motivation high. Such a programme creates an environment where employees feel empowered to deliver high quality service to customers.
If external marketing is for understanding customer's requirements and expectations, internal marketing is to penetrate the external marketing substance for acting as an input for interactive marketing. From the customer's perspective, the interactive marketing phase is vital as, during this phase, the interaction between the consultant and the customer is maximum, the customer acquires the actual service and evaluates his/her post-sales acquisitions with his/her pre-sales expectations with respect to technical and functional quality.
If a service organization succeeds in marketing its philosophies internally to its employees, then, in all probability, it will succeed in achieving its external marketing objectives. Thus, such a programme helps in reinforcing and strengthening external marketing. (Parasuraman, 2000) .
Figure 2 Company
Internal and interactive marketing programmes must encompass awareness and motivation sessions, training and retraining programmes, seminars and workshops covering the need for customer consciousness, meaning of internal marketing, team work, etc. to create customer commitment and establish the idea in their mind that the customer is supreme and that he/she should be given the best service. Employees must be impressed upon to work as a team for successful completion of customer's assignment. It should be made clear to them that, in an engineering consultancy set-up, no engineer works alone and each one actually provides some service to the others in the service chain.
There should be complete transparency among the departments. Sound and healthy interpersonal communication among the employees within the organization is core to success. Poor communication leads to frustration, hurt egos, and failures. This creates a negative impression in the mind of the customer about the organization. Therefore, it is essential to create an environment where employees feel comfortable, informed, and knowledgeable about the business so that they believe that they are the business and start owning it. Employees/engineers who are actually going to render the services need to be motivated to get the desired output. According to Kelly and Chang (1995) , making improvements in internal customer satisfaction levels has a profound effect on how the organization meets external customers' requirement and satisfaction. This depends on the management methods, the personnel policy, compensation policy, the training and development policy, and procedures for planning, implementation, and follow-ups.
Identification and Selection of Customers Meriting as Relationship Partners
Are all customers worth keeping? No, certainly not those who cannot be turned sooner or later into profitable accounts, as pointed out by Kotler (1999b) . Customer selectivity is an important facet of marketing. After all, marketing is defined as the science and art of finding, keeping, and growing profitable customers. Not all customers are equally profitable as every industrial customer is unique in itself having its own set of expectations. No engineering consultancy organization can operate in every market and satisfy every customer function. The organization must, therefore, be selective in choosing appropriate customers.
The objective of this exercise is not to prune the customer base but to identify the right customer mix that could be profitably served and create value for the organization. Peters and Waterman (1982) had suggested that the best companies are pushed around by their customer and they love it. The engineering consultants should target the right corporate houses, the ones who can be profitably served, the ones who are receptive to a healthy relationship and should cultivate them over a period of time to do business in the years to come.
With the above objective, a list of major industrial houses was prepared keeping in mind their future investment plans and organization's capacity and facility balance. The annual sales reports were also analysed to determine the volume of business procured from these customers. The data mining indicated that around 30 industrial houses accounted for more than 70 per cent of the organization's business and were critical for its survival and growth. To begin with, the organization could select these 30 industrial houses as relationship partners and later add others who show exceptional growth.
Box 3 indicates ten criteria used to select the Box 3: Selection Criteria
• Revenue potential of the customer with relation to core competence of the organization and competitive advantage. Purchase procedure followed by the customer like tendering followed by technical and financial rating and the likelihood of awarding the jobs on nomination/repeat order basis.
• Technical and other project-related expectations and organization's performance gap. Financial competence and past payment records.
• Corporate culture and the style of functioning like bureaucratic approach; more demanding and discerning and hence very expensive to serve. • Customer's clarity of project concept with no mid-term changes.
• Customer values relationship like respect to • consultant; keeps commitment; integrity;
• advocate / supporter; propensity to be loyal • or switch.
• Degree and nature of past association.
• Customer's resourcefulness.
• Long-term future growth potential. customers and rank them in order of merit. A scale of 1-10 was used for rating the individual industrial houses on these ten aspects. Such a ranking would help determine the magnitude, nature, and intensity of relationship that need to be emphasized.
A brainstorming session was conducted among all the executives of the Marketing Department to rank these 30 industrial houses in order of merit based on the above aspects. The individual member's opinions were summed up and averaged to arrive at the organization's opinion. Based on the individual score out of 100 marks, these corporate houses were classified into three categories, namely, Class A (scoring 71 and above), Class B (61 to 70 marks), and Class C (below 60 marks) customer. The maximum marks scored was 72 and the minimum was 53. Out of 30 industrial houses, seven fell in the category of Class A, 17 fell in the category of Class B, and six fell in the category of Class C. Class A customers needed very high degree of attention as their propensity to be a relationship partner was very high, followed by Class B and then Class C in that order.
Role of Account Managers for Nurturing Relationships
Having identified the customer/key accounts, the next task is to nurture relationship with them. In order to do so, the organization should stay in touch with them by appointing an Account Manager, arranging customer conferences, forming customer clubs, etc. Appointing Account Managers or even a Key Account Manager is essential for developing a closer partnership and identifying the opportunities much in advance. In order to create an atmosphere of trust, the Account Manager should act as single point contact for the customer both during pre-and post-project execution phases.
The Account Managers should have excellent communication skills, negotiating skills, initiative, and perseverance with customer familiarity being an added advantage. He/she should have complete understanding of the services he/she would be going to market as well as organizational constraints to avoid the pitfalls of over-commitment.
Every Account Manager should have clear job description and should be assigned one or more relationships to manage, but in no case many, with distinct duties. Some of the key customers may have three to four Account Managers catering to individual zones/entities.
To discharge their duties in a responsible manner, the Account Managers must be empowered to handle technical, commercial, financial, and administrative matters. According to Moore, Hopkins and Hopkins (1998) , lack of empowerment and access to critical organizational resources contributes to Account Managers' feelings of helplessness and dependency. Therefore, they need to be fully backed by the organization in general and top management in particular.
Pitfalls of Customer Orientation
While the idea of customer orientation sounds ideal, there are many pitfalls that prevent significant improvements. By avoiding these pitfalls, the organization may minimize the risk of falling short of customer orientation goals (Fournier, Dobscha and Mick, 1998) (Stone and Woodcock, 1996) . These are: unrealistic business definition, poor information base, long planning time, under-commitment to customer initiative both by the management and the employees, creating a point solution, taking the low cost approach, complacency, ignoring the human side of the equation, power conflicts, lack of clarity of roles, lack of proper motivation, inadequate authority, expecting too much from customer orientation, failure to re-engineer business process, etc.
Conclusion
Customer orientation is vital for engineering consultancy as its business is dictated by relationship development because it is a long duration contract among limited and strategically important corporate houses. Further, customer orientation is a concept which should not be viewed in isolation and should be a key issue in formulation of business strategies.
To ensure success, the engineering consultancy organizations have to make sure that its front-line customer contact employees are well motivated, trained, and customer-oriented. Regular training and internal marketing programmes are imperative for the employees to be customer-oriented.
